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The Sports Institute for Research Through Change 
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through an audit and feedback system prognosticate and identify 
problems in order to avo5d situations discordant with their 
organizational goals and objectives. This document reports the 
organizational crisis that faced the Windsor Minor Hockey 
Association^ Ontario, Canada, and the assistance it received from 
SIR/CAR. The hockey association seeined to be at cross purposes to its 
avowed goals. The organization was structured as a professional 
organization although its goals of participation and enjoyment were 
consistent with those of an amateur sports organization. SIR/CAR 
guided the hockey association into a looser structure with a 
decreased emphasis on winning and increased emphasis on 
participation. Guidelines were established that reflected the 
enjoyment and gratification needs of an amateur sports organization. 
The implications of this restructuring are that if an organization 
aspires to maintain the avowed goals of an amateur sports program, it 
must structurally remain within the prescribed guidelines and 
regulations for an amateur sports group; otherwise conflict and 
evontually crisis will appear. (MM) 
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Crisis m Aniateur Sports Organizations Viewed by Change /■.^jc-nt F.r. r ^.x i ch (CAR 
Ann Marie Guilmette and Dick Moriarty 
Univers ity of Windsor 

Most people involved in sport/athletics are no longer burden- 
ed with the question of whether or not change should be implemented. 
These times of rapid social change now dictate that man must be pre- 
pared to intervene in meaningful and directive ways. Many amateur 
sports organizations are being subjected to this change process. 
Most, unable to cope, and seemingly with no one to turn to for con- 
sultation, self destruct. The Windsor Minor Hockey Association 
(vVMHA) in Windsor, Ontario, Canada encountered such a crisis and 
turned to the Sports Institute for Rcsoarch/Change Agent Research 
(sir/car) for assistance. 

What was this crisis that faced the WMHA? Their organization- 
al structure seemed to be at cross purposes to their avowed (espoused) 
goals. Their organization was designed to accomodate and sanction 
xecorcs of standing, loading scorers, championship playoffs, allstar 
tc-i.TS and i.rophies for winning perf orr:ianc-s . This type of structure 
i:.'_e:' fej-ed wiLh and redirc-c'ced the organization's avcv;ed c.al3 of 
p.4 r t i c ipa t i on and enjoypient. 

Recognizing those pr:t:t:orp.s cf coi'iflict as a crisis situation v:c:S 
tr.o V.^'lMA's first s L ep on !.he read to yolf : ■ r c ^ er\'a t i on . \\hv cic 

1 'i].:.r.e ^'cvvrjrs cralr.fKlly a ck ncv/ 1 c: e ire Ministry ef -r ' cn , 
Cr.:.^rTO, C:::ri=\i Cc-uncil, "nd Natior-"! Cor^re for Spcrt and li 'On 

w;-^3 have, 'ilvoiiuh Ihei.r 5-Mpport, n^aee this pre 5 en t a t i on i".. r: ^ . 

3 

o 

ERIC 



'they turn to SIR/CAR for assistance? Probably because SlR/CAR's 
purpose is not to talk about what is good or what is bad foi" an 
organization, but to talk about what is effective and efficient; and 
most certainly because the SIR/CAR task force was willing and capable 
to help. 

SIR/CAR 's basic tenet is that not only should the theoretician 
serve the practitioner but that the practitioner should serve the 
theoretician. Too often negotiations are made through a middleman. 
Recognizing the inevitability of distortions and mispercept ions , 
sir/car seeks to reduce the number of steps in a communication hier- 
archy, sir/car assembles a task force made up of theoreticians 
(from multi-disciplinary backgrounds) and practitioners (with multi- 
variate talents); and excludes t^e middleman step ( usually the weak 
link in the chain). 

Utilizing the Critical Path Method (CPM) for CAR (Chart I) an 
analysis of the v;yiIlA was made. 

The basic goal of {:his analysis is to look at the organization 
from a holistic perspective and oovelop change agents witliin the 
ci a .1 iza c i on whvO would be capable of handling future crises. 

In the interests of time and novelty, this presentation will 
uiz.n the ^c^u^g aspect of the CPM model. A Seeing project 
i^-.r.jTi an.^.ly;::es Rel-avior by using Pori a-Pak T.V., 35 rrm slices, Super 
c 1 1 m ( I'l d o c c a i o n n 1 1 y 16 in in ) a n 6 a p e r l- c : : ~ \ o s e r \ ■ a '■; i o n t r ■ :n '.v r ' o 
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Scale and the Social Conflict/Co-operation Scale. 

Presented in Chart 2 are tl'ie findings of the personal observation 
team with respect tc the mite level (6-9 yrs.) coaches, players and 
managers in WMH. 

The data support the hypothesis that the differences involved 
in the use of either a highly organized "standings" (S) structure 
versus a minimally organized "no standings" (NS) structure have a 
significant effect on the effectiveness and efficiency of this amateur 
.^•ports organization. Specifically the sample "S" did exh i}- t a 
significantly greater degree of negative emotional reaction (sadness) 
than did sample "NS". 

Bosed on our own assumption that emotional reactions elicited 
by an individual are directly proportional to the significance they 
attach to it, we conclude that the "S" sample is more egc- invol\'od 
in its task. In the Sherif and Hovland tradition we knov; that p^-r- 
so'-'.s highly ego-involved in an issue act in more d is cr im i r,a t ing ways 
(ie., tend to p?rceive things in terms of black and white); v/hile 
those less ego-i.nvolvec in an issue are more relaxed in their juclge- 

•.'•"its. Our clci'ra indicate the amount of d isappointrrient ror the "S " 
:-^:riple vras s 1 gn ' f ica nt ly different ( ie . , varied greatly). The h ' gh 
."-jrce of organ on ''::'^;)jsea on th.is cvoup resulted in iiiohly c.-n- 

"■"[ ed c-:-otior.al s -i 1 it y . 

'*-ny .;:-a:r\;i- :.s ga n i t o ns •^":ce crises with j'jcz ' - 

■ ..riiic rr ac \]\:- ' . r* i • :a 1 sV-^lls \c~\'^.l. Vfhat o't^Mi 's ■ i 
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CliART 2 - M^NN WHITNEY U STATISTIC FOR PERSO^AL OBSERVATION DATA. 
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is that the organizational structure may dictate the typos of be- 
haviours that will be exhibited. If the organization is highly 
structured (as seen in the "S" sample), there are strong demands and 
rewards for winning performances and the guidelines reflect those 
set by professional athletic business organizations (such as the 
National Hockey League) the most effective and efficient modes of 
behaviour will be intensely competitive and emotionally volatile, 
^vhen the organization is less structured (as seen in the "NS sample), 
with a decreased emphasis on winning, an increased emphasis on part- 
icipation and guidelines that reflect those of amateur sports organ- 
izations the most effective and efficient modes of behaviour will 
be enjoym.ent and gratification. 

The implications here are that if an organization aspires to 
maintain the avowed goals of an amateur sports program, it rr.-jst 
structurally remain within the prescribed guidelines and reg-a lat ions , 
otherwise conflict and ovontually crisis will appear. SIR/car pro- 
vides a service whereby organizations, through an audit and feedback 
systc'm, prognosticate and identify problo:ns, thcro^-/ a\'Oicir.g dis- 
co r dc: n t si t u a t i o i^i s . 
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